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NATTONAL PROGRAMME ADMINISTRATION.

The question for determination is whether there should be
an enquiry by an appropriate autherity into the costs of personnel
and administration of the Australian Broadcasting Commission. As
this question has been in abeyance for about four years, it is
f1tting to begin this report with a statement of the principal
heppenings affecting the matter during that time.

Explanation of Delay.

B4 The questien originally arose from investigations by the
1941 -42 Joint Parlismentary Committee on Broadeasting, which, in its
report to Parliament in March, 1942, recommended that such an énguiry
should be held.,

B A decision had not been given up to the time when the
first Parliamentary Standing Committee on Brosdcasting was appointed
under the Australian Broadeasting Act, which came into operation in
July, 1942, and the matter was referred to that Committee for
further consideration.,

4, In June, 1943, the Committee submitted an interim report,
baged on evidence which had been heard up to 2nd March, 1943,
recemmending that in the interests ef harmonious relationships in
the Commission's service, the powers of i1ts managerial and functional
executives should be comprehensively defined, and that before the
delegated powers were finally decided upon the Commission should
reconslder the desirability of modifying its centralisation poliey.
The Committee indicated that when the powers had been defined it
wag proposed to discuss their significance with the Commission
before reaching a conclusion on the question whether it was desirable
and expedient, under existing conditions, to proceed with the
énvestigation which had been recommended by the 1941-42 Joint

ommittee.

S In July, 1943, on the dissolution of the Sixteenth
Parliament, the members of the first Standing Committee automatically
ceased to hold office.

6. In October, 1943, the appointment ef members of the
Standing Committee of the present Parliament was completed, and, in
conformity with legal requirements, this matter, among others, was
remitted to us by the Postmaster-General on the 15th of that month,
in the following terms:-

"You will be aware that a: number of matters which were
referred to the Parliamentary Standing Committee on
Broadcasting in accordance with the terms of section 85(1)
of the Australian Broadcasting Act, had not been brought
to a conclusion prior to the dissolution of the last
Parliament,

"As it is necessary for fresh references to be made of
matters not completed by the old Parliamentary Standing
Committee on Broadeasting, I hereby refer to the new
Committee, for consideration and repert, the following:

1cee YR YY seen XEYY soen cene

{b) Proposed enquiry by an appropriate authority into
the eosts of pergonnel and administration of the
Augtralian Broadecasting Commission,
(Recommendation No. 16 of the Joint Parliamentary
Commitbee on Broadcasbing)

ceoe tese LR sees seva LYERY
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"May I Invite your attention to the stipulation in section
83 of the hLustralian Broadeasting Act that evidence already
taken by a Standing Committee on any subject shall be
considered by any subsequent Committee to which the matter is
referred for report."

7. In November, 1943, we sought advice from Sir Harry Brown
on certain prineiples of organisation.

g, In December, 1943, we recived coples of a lengthy directive
which the Commission had decided to circulate to the senior members of
its staff for their guidance as to their duties and relations among
themselves.

9, In January, 1944, we heard the Commission's views on the
signifieance of the directive and on the need for the type of
organisation which had been evolved from experience.

10, At that stage we declded to reach finality onm certain
matters of mors immediate importance, sspecially as some of them had
a more or legs direct bearing on the question of an enquiry into the
Commission's administraticn, These métters were (a) additional funds
for the Commission, (b) the question of increasing its powers by
amendments of the Broadeasting Lct, (both of which were dealti. with in
the Standing Committee's Third Report dated 22nd Fevruary, 1944},

(c) the vroadcasting of news (dealt with in the Committee’s Fourth
Report dated 13th March, 1944), &and (d) the proposed hustralian
Broadeasting Commission (Staff) Regulations (dealt with in the
Comnittee's Seventh Report dated 25th April, 1945).

11, We also felt that our investigations would be incomplete
without consultation with all the Commission's State Managers, as
they were particularly affected by the directive; ani we decided to
confer with them when visits to their States became necessary in the
course of hearings on other matters under reference to us.,
Opportunitiss for these consultations occurred in April, 1944, (Hobart)
May, 1944, (Melbourne), October, 1944, {Brisbane), October 1945,
(hdelaide), November, 1945, (Pesth), and Decumder, 1945, (Sydney).

12, In the meantime, in February, 1945, we heard further
evidence from the Chairman of the Commission concerning specific
complaints «f over-centralisation of its activities. On that oceasion
issues were ralsed vhich made it desirable to elieit evidence on the
aspect of Justification for the expenditure incurred by the Commission
in relation to allegations that 1its programmes only attract about 204
of Australlan potential listening audiences. We availed ourselves of
opportunities to secure such evidence at hearings on other matters in
adelaide, Perth, Sydney, and Melbourne during the closing months of
1245, Taese hearings could not be arranged earlier owing to the
restrictions imposed by section 80(2) of the Broadeasting uct, on our
holding sittings while Parliazment is in session.

13, Finally, in view of comparatively recent changes in the
personnel of the Commission, we deemed 1t proper o have discussions
on all aspects of the subject with the Chairman of the newly
constituted body. Tuese discussions took place at the end of November,
1345,

Comulaints of Over-centralisstion
anG Friction

1g, Tne main criticism of the Commission's organisation in
1541-42 was founded on complaints of over-centralisation and
allegations of friction due to methods of procedure under which minor
exeentives could issue instructions to officials of higher status.
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15, With the object of securing independent advice on the
principles underlying this criticism, we conferred, in November, 1943,
with Sir Harry Brown, Managing Director of the British General
Electric Company, and, at the time, Co-ordinator General of Rublic.
Works. As is well known, he was formerly the Director-General of
Posts-and Telegraphs and in that capacity was olosely associated
with the Australian broadcasting system for many years before and
after the estabiishment of the Australian Broadcasting Commission.

16, Sir Harry informed us that the Commigsion's organisation
had been the subject of lengthy and fregquent discussions with the
first Chairman (Mr. Lloyd Jones) and the second Chairman (Mr, Cleary).
The conclusion had been reached that the Commigsion needed a very
comprehensive centralised establishment, and that it must become
specialised under centralised groups of experts, the only way in whioch
an organisation with highly skilled people giving their services
could be satisfactorily directed and controlled, as had been
evidenced in the controlling body in the Central Administration of
the Post Office, the Railways and in practiocally all Gvernment
Departments,

17, M the aspect of friction, Sir Harry pointed out that it is
quite 2 common practice for junior officers to be the medium of con-
veying instructions to senior officers on behalf of the head of an
organisation and, in principle, with his authority. Being experts in
their particular domain, these subordinates carry out what they know
to be the policy of their chief, and if any friction arises it is
nearly always due to personalities, demonstrable in lack of tact in
the method of issuing the instruction or in the form of approach to
the senior official.

The Commigsion's Organisation

.718, In a discussion with the Chairman of the Commission in
January, 1944, it was explained that the Commission needs two main
kinds of' capacity in its officers, - first, managerial capacity for a
geographical area, and second, specialised artistio or professional
qualifications to determine the standards of a partiocular department
of broadcasting for the whole of the Commonwealth. Henoe there is a
division which is not uncommon in national businesses, on geographical
and on functional lines.

19 Blaborating this need, the Chalrman explained that each
State manager is responsible generally for the conduct of the
operations in his State and for the disciplining of the staff. Just
ag the whole problem of the Commission is muslo, drama, talks and so
on throughout the Commonwealth, so each State manager ls dealing in
each of those functions or departments of broadcasting in the area
under his Jjurisdiction., If the State Branches were independent
entities and could function exclusively within their own boundary,
the State manager would in effect be the general maneger for the
State and would have to determine all questions relating to the
standards of yrogrammes. He would have control of the specialist
officers such as musicians, play prodycers and the like and he would
not be goneernyed with what was happening in other States. But because
the geographieal boundaries evaporate in broadeasting, it is impossible
to put the State activities in "air-tight" compartments. Apart from
the differences of opinion which would arise in g¢btaining programmes
from other States, & standard in one State might become unwarrantably
higher than that in another State, and in addition there might be a
lack of co-operation between States. Moreover, Commonwealth supervis-
ion of professional, technical and artistic standards 1s necessary,
because of ocosts.

20, In further jugtification of 1ts organisation, bthe Chairman
said that in the early gays of broadcasting there was far too much
independence in the States, resulting in extraprdinary anomalies and
great wastage, duplication and multlplication of materials and
inconslstenocles as to standards of artists eto.

te
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21, A federal orgenisation having been established to correct
these disadvantages, it became necessary to evolve means of
reconeciling the geographical and functional spheres of authority.
Initially the Commission's poliey was to give the various executive
of ficers an opportunity to 'ghake down and adjust matters between
themselves*, but in 1943, after lengthy consultations with the
officials concerned, the Commission deelded to issue a comprehensive
directive to the senior members of the staff, defining their
responsibilities and lines of authority in programme planning and
production, the object being, as explained in the directive, "to
avold delays and arguments such as too often have hindered the good
broadcasting of which our orgenisation is capable®,

22, The directive shows that under the general manager at
Federal headquarters there are divisional heads designated
‘eontrallers?, under each of whom there are various departments, the
heads of whieh {with some exceptions ) are given the title of "directors™s

23. In each State there is a replica of the federal organisation
with departments funetioning under local directors or supervisors
under the general control of the State Manager.

24, Generally speeking, all communications between Federal
and State Depsrtments are ftransmitted through the State mansger
congerned, to ensure that decisions on progremme or administrative
business are not made without his knowledge; but in matters of
day-to-day detail there is direct communication between Federal and
State functional executives.

25, In affairs which are within the prevince of the controllers
of divisions or directors of head office departments, the State
manager and/or his officers consult with, and normally aceept
directions from, the controllers or directors according to the
importance of the matters at issue. Where there is a difference of
opinion, reference is made to the general manager.

26, In regard to Federal-State relationships generally, and
the effect of the Commission's centralisation policy on the use of
local talent in the various States, the directive sets forth the
following principles:-

"The development of broadcasting throughout the world has been
towards network operation, towards the pooling of resources in
order to ensure to listeners everywhere broadcasts of the highest
possible standards of entertainment and authority.

For years vast national networks have predominated in Thited
States radio, Before the war Britain had a Home network; then,
overnight, the alternative regional system went overboard and a
gsecond network (Forces) came into being and has been so successful
that it will almost certainly continue when peace comes.

This rationalisation in broadcasting seems ineviteble in
Australia, where the Commission operates a national network over
the full spread of broadecasting hours and for some part of the
time also links what are normally its State alternative stations in
a second network. The organisation of commercial radic towards
networks is too obvious to need emphasis,

It is to be expected that the need for economical use of the
comparatively limited pool of talent resources in Australia and
competition for these resources and for the audiences will
inevitably bring networks into the fullest use. This would mean
a full-time alternative network for the Commissions :

It is a fallacy that network operation inevitably leads to
centralisation of talent in one location.  Obviously networks,
being a national operation, must have a planning and control
heasdguarters, .but this planning and control should be aimed at
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marshalling the finest possible programmes from all the souxces in the
country and for the benefit of all the listeners in the country.

The 3,B,C. programmes are controlled and plenned in London, but a
great part of them cemes from Manchester, Glasgow, Birmingham, Bangor
and Belfast,

The four big V.8, netwnrks, the N.B,C., the Blue, the Columbis, and
the Mutuel, have their headquarbers in New York bub, almost unlimited
though the resources of this great city are, a great wmany of the wost
successful progremmes ceme into the networks from Chicago, Hollywood,
Philadelphia, Washington,

Restricted lines facilities will deley the aperation of a complete
alternative network by the Commission, but it is essential that we
should gear our programmes and their administration to such a probable
development, There must be centralised controel, At the same time
there should be the fullest cbservance of ether realities in broad~
casting - the need for veriety, for stimulating ereative work among
writers, producers and musiciens, not merely in one or twe places, but
throughout the Cummenwealth, While we must plan end control in enc
headquarters we must, so far as the geographical placement of resources
mokes it possible, widely disperse the actual task of producing broad-
sast programmes," .

27, The Cammission has described to us in detail the duties of the
officlals comprising its eentral office and bas given us an impressive
acoount of the sespe and utility of their wark, It has been emphasised
that the eentral staff eensists basically ef planning and co-erdinating
personnel and is the minimum necessary for effective administration of the
Cemmission's activities, For a number of years the orgenisation has been
working under great difficulties, due tm transfer of personnel to the
Defence Force and gerresponding dependence on temporaxy staff,

28¢ The principal author of the esmplaints of gver-centralisation
and frictien was at one time manager of the Cemission's activities in one
of the States, It is stated that although he was the senior officer in
the Commissien's service he wag superseded. en twe gccasimns for the position
of general manager, He made the complaints of ever-centralisation and
frictien in evidence publicly tendered in Januwaxy 1942, - four years after
he had left the Cemmission, In evidence given to the Standing Committee of
the previous Parliament in Nevember 1942, the then Chairman of the Cemmission
desoribed him as a disgruntled former employee and contended that his
cvidence should be as suspect as that of certain fomer employees of the
British Broadcesting Corparation who had mede bitter attacks on that body
after they had left its service,

29, We have censidered the evidence in questien on its werits, but
we are not in a position to determine whether that evidence was consciously
or subconsciously influenced by the witness's dissatisfaction at having
‘been passed over fer premotion while in the Commission's service, A4ll we
can say on that aspeet is that there will be nn reasonsble grounds for any
similar dissatisfaetien in the future if Parliament adopts the recemmendation
made in paragraph 161 of eur Severfth Repert, in which we advocated prevision
in the Crumission's Staff Regulations for the constitutien of a speoial
tribunal with an independent chairman to deal with eppeals of senior cfficers
in cormection with prommtions.

An Inadequate Prims Faeie Case

30. As noted above, the couplaints of over-centralisation and
friction were made in respect of a period during which it was the Commission's
policy to lnok te the staff to adjust matters between themselves, The
comprehensive direotive since issued not only defines the lines of' authority
delegated to the staff, geographically and functionally, but also explaing
the reasons underlying the Cemmission's orgenisation and provides a means af
definite settlement of differences of viewpoint among the executives concerned.
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81, In these circumstances, and being assured that the degree of
centralised control mainteined will not prejudice the use of local talent in
the various States, we feel confident that our colleagues of the 1941-42
Committee would agree with us tha’, in the altered situation and on the
information in our possession, it would be difficult to esta lish now an
sdequate prima facie cese warranting the work and expense involved in
engaging an expert to conduct the detailed investigation pre:osed some four
years ago under the then prevailing conditions; or at least that they would
agree wiith us that it would not be expedient to conduct such an enguiry at
the present time in view of the extent to which the Commissicn’s trained
staff, particularly in key positions, has been depleted, not only by transfers
to the Defence Forcé but by inducements to leave the Commission's service for
much more highly remunerated employment in the service of crmmercisl broad-
oasting stations. .

"Refrm_from Within"

32, The Commission's directive to its senior staff has been in
operation for nearly three years, Before it was issued the administrative
prucedure admittedly gave rise to n certain smount of irritation, arguent
and confu-ion as to responsibilities, but since its circulation cvery Stete
lienager agrees that the organisation. has been functioning smcothly.

33, It may be, however, that later on, after the provision of
adcynate studios and orchestras in each State, some further -iclegations of
authority to State Menagers, or to one or more of them will be called for
from time to time, In thet event, it has been shomn that the periodical
corferences of State Managers afford excellent opportunities for the
initiation and discussion of suggestions in that direction, on the "refomm.
from within" principle., fThese officials have no reason to feer that con-
structive criticism on their part wil. not be welcoued at headguarters. On
the contraxy, in the oourse of our discussions, the Chaimman of the Commission
volunteered an assurance that there would be no risk of victimisation of any
Uianager whose experience might impel him to advocate modifications in the
attitude of the central administraticn, In any oase, as noted ebecve, safe-
guards egainst any such vickimisation will be previded by the right of appeal
%o en independent tribunal, as recrumended in cur Seventh Revort concerning
the Comnission's staff Regulations,

Programne Policy

34, On the question whether there is Justification for the ex-
penditure incurred by the Conmission on the types of programmes it presents,
bearing in mind the allegation that only sbout 20%. of listenezs hear them,
it may be said from the available evidence that there ave three divisions of
opinion on programme policy.

35, At one extreme there are those who bolieve that the national
serrice should be reserved almost exclusively for +ths assthetic =nd
intellectual enjoyment of' listeners who have been deseribed as "the oultured
fov' end that, if necessary, the Commission could reduoe its costs by cur~
%.52ing 1¥s hours of service and more or less vacating the field of light
entertainment,

6. At the other extreme are those who appear to regard ‘broadeasting
almost exclusively as a medium of light entertainment, of a type which fosters
a taste for poor standards of tmsic and art.

a7, Between these two extremes are those who Bhld that the national
service, as its name implies, should provide fairly and reasonsbly for the
tagtes of all listeners, with a leng~range aim of reising the general level
of appreciation of programmes which make a demand upon respect for truth,
good thought, fine nusio and fine plays, Broadly speaking, that has been
the Commission's policy. HNeedless to say, it has been criticised from all
quarters from bime to time, bubt there is abundant evidence that it has
2chieved a very substential measur: of sucocess, despite the verdicts of
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limited listener research surveys, "Our experience has been”, the Chaivmen
says, "that the oreation of public tasbte is not merely an aspiration of the
Commission but is aotually an achievement, In respect of music particularly
there is a pronounsed upward trend in the demand fer better types of

musical sessions!,

38,. In our final discussions with the Chairman on this subject
towards the end of Nevember, 1945, we learncd that the Commission had decided
upon a wider application of 1ts pelicy by meens of a major chenge in pro-
gramme arrangements. This ehange, which holds premise of accelerating the
suggess of its leng-range ebjective, is best described in the Chaiman's ovm
Wordg: ~

"We have decided to run two sets or pregrammes; we have twn
sebs of transmitters. We intend te broadeast enc progremme which
will be & quality JeB right through; it will be weighted heavily
with quality and service, It will be a unique programme to which
& person will be able to tune in and find semething of quality
artistically and mentally, Ve prepese te call that the National
Programms, The other programme, which is te be ecalled the Inter-
state Programne, will be lighter than the present National Programme.
Ve propose te bresdeast two programmes of distinetive quality amd
we hope to be in a better position te ceter for the popular taste
in the light enterteimment field in the future, But all the time
we shall have in mind thet we are not putting over a programme which
w11l be all entertaimment, e shall insert into it scme of the
best of our service and quality items but not to the degree that
the National Programme at the moment dees, It will be lighter than
the National Programme, whilst the new Natiensl Pregramme will be
heavier than the National Programme is now. ‘e Bhall give a news
service on both sets of transmitters, but in respect of suoh matiers
as classicel music and musical oriticisn the heavier type of thought-
ful talks will be broadcast over the new Natienal Progremme, Ve
hope to recruit, through the Interstate Progremme, audiences to
ligten to our National Programmes,"

39, It may be anticipated that the praposed change will evoke protests
in certain quarters, but under the competitive system of broadcasting in
Australia, and having regard to the fact that the public directly subscribes
over £1,500,000 per annum in licence fees far the maintenance of the national
service, there is a Jot to pe said for a pelicy which, without descending to
low levels of alleged popular taste, seeks to atbtrect audiences by Justifiable
meang, with the ultimate object of inducing vider recognition of the value
of vhat way he called, siwply, "the finer things",

40. During our investigations several suggestiens affecting
particuler types of programme items were brought to our notice, These in-
oluded references to the size and persomnel of the Cemmission's orchestras
in the various States; the extent to which more chorel music should be
featured; the recording ¢f dhlohrify oeeeris in the castern States so tiat
‘they may be rebroadcast in Western Australia at intervals; the attraction
of more listeners to the Commission's progremmes by publicising special
features in a monner which might arrest attention to & greater degree than
radio amnouncements, e,g., through the medium of cinema advertisements; and
the holding of an "Eisteddfod of the 4Air¥,

41, Ve brought these matters to the notice of the Commission for
determination by that body under the powers conferred upon it by the Broad-
casting Act, and it will be gretifying to all concerned to learn that the
Comission is favourably disposed to adeopt some of the ideas as soon as
circunstances permit,

Lisgtener Rezearch

a2, With regard to the extent to which the national service is
patronised, there are two commercial organisations in Australie which regulerly
conduot investigations rolating to listeners’ interest in various programes,
Both claim that their figures are reliable, but both reach different conolusions.
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43, The British Broadcasting Corporation has a listener research
organisation of its own, and some time ago the Austrelian Broadeasting
Cmission contemplated the establisiment of a similsr organisation ab an
csuimated cost of £15,000 per annum, but more pressing demends on its
resources for other purposes made it necessary to dofer a decision on that
proposal. In the meantime, the Commission is subscribing to the two
comercial orgenisations, its expenditure on their reports last year having
bean £2,200.

44, We agree with the Commission that the investigations of each of
the two ccimercial orgenisations in Australia would have to cover a much
wijer field before their conclusions could be accepted as an adequate
in%ication of the ratio of listeners to the national programmes, For
instance, these organisations' surveys have not taken account of country
Tistening, which is probsbly greater in volume: then is city listoning, due
‘o the fast that the attraction of other interests in the country is con-
siferably less then in the oity, Another serious defect in. these surveys,
which are based on a house-to-house canvass in selected areas, is. the omission
to take cognisance of mass listening to such sessions as "Music ¥hile you
“oxk", ™ihe Hospital Half Hour", and broadcasts to schools (which are con-
survatively estimated to have an audience of 300,000 children).

-3, Useful as adequate listener research may be for some purposes,
we support the Commission's opinion that it has a responsibility (’co quote
%" - Chairman's words) "not merely to pursue fleeting indications of public
a ~roval, but to do something tawards presenting better waterial for public
ar: roval; in other words there is taste-making as well as taste-meeting.
Tk t is where, in the Ccmmission's view, tco great attention end significance
vt be paid to Gallup polls and listener research reports”,

6, Incidentally, the Crumission's attitude is in line with that
of the British Broadcasting Corporation, on whose behalf a rasponsible
official has saif:~ -

"he B,B.C. is highly sensitive to the needs and wishes of its
public, and regards its Listener Research Department as performing
an indispensable function in the business of broadcasting; at the
same time it is equally sensitive of its obligation to lead, rather
than to follow, public taste,!

47.. Whatever an adequately conducted survey of listeners' preference
wmight disclose, there can be little doubt that when the change of programme
~rrangements deoided upon by the Commission is brought into operation, there
will be a substantial inorease in the number of its patrons. This is as it
shculd be in e publicly-owned instrumentality, financed by the community for
the dval purpose of broadcasting enlightenment and entertainment for the
cormon good and of inducing nation~wide appreciation of the finer things of
1ifs, thercby assisting, as the Cemuission has pointed out, to build Austral~
ians into & race of thoughtful people of the gocd taste and behaviour con-
enisuous in a model demooracy,

Lonclusions
48, On the evidenoe before us, our conclusions are i~

(a) In view of the scute finsmcial, staffing and accommodation
difficulties to which the Comission was subjected during
the war, and from which it has not yet redovered, it would be
wnfair to impose upon it at the present time the vast smount
of staff work which would be involved in a minute enquiry
into its past. and present sdministration by an outside
investigator. .



